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EPGORANOUM FOR: ASSISTANT DIRECTOR, SPECIAL OPERATIONS — 
FROWt ==, BtaffeC and Dt” 
SUBJECT: |. Stops Necessary to Place CIA, Particularly 050, in a 


Fosition to Adequately Fulfill Basic Responsibilities | 
During the Prasent and Inevitable Fature Enargencloa. 


“ol. Ze ERYRopUeTION 


_. de Pursuant to or recent conversations concerning the shove 
webject, thare is outlined below certain aduinistrative end other oe 
_ Section which it is felt should be taken as soon as possible in order 
| to plans GIA, and particularly 039, in a position to ecpe with encom 
gency responsibilities. An attexpt has been made to ect out there gna 
. .,, saggestions in logical order, subdividing thea into ection necesssyy 
“9 So establish the jurisdiction, functions, and authority of CIA, action § - 
RG “wecosaary within CIA as a whole, and ection primarily necessary within - 
“2; 0 G30. However, these suggestiona are not listed in strict priority — . 
so Ondew. It ds realized that many of these suggostions have been made 
previously and duplicate ideas which already have been given consider 
able thought. It is felt, however, that there is some value in Postabe ©: 
ing them at this tine. For practical reasons, no effort has been made 
-.; to present all of these proposals at this point in completely staffed 
oo. form. Complete ataffing of thoas with which you concur will, of course, 
DG necessary ard is recomentod at the cloze of this menorandom. for 
ols. dg this mezorandus being presented with any pretension that it contains 
oss") proposals regarding all action which should be taken te enable CIA to. 0 
 " eet present and future emergencies. — 7 24 eae 


oe 2e I should like to potnt out also that, taken en tote, thess 
- >. proposals represent @ highly anbitious prozram for the strenct a 
“.., Of GEA to ansble 16 to assume the position which I feck the Congress 
intended to give it with the passing of the National Security Ach of = 0 
 LO47 and the CIA Act of 1949. Thess proposala of necessity envisage 8 
coustie chanzee within other offices and staffa of ClA, and also 0 
within agencies outcide CLA. While the portions af the proposals 
- envisaging such changes may well ba xet with bitter opposition ani ed ce he 
“with some resentment, it is felt that the taking of all possible action —§ - ai 
_ to ioplesent them is a responsibility which should be neither deferred 
_ mor sidestepped. Obviously, many of the suggestions may not ba aussop~ ts 
.. tdblo of dmaediate effectuation. However, the present erisis provides = 
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ona of the best opportunities for preseing then that — existed since a 


 &S, Defense, the KSC, and, if necessary, the White Houses and, where en ° 


tha ereation of 


mm net 


ir. ACTION } NECRSSARY TO ESTABLISH THE JURISDICTION y FOROTIONS, AND 
: Pca REPS “GF ClAs 


The Director of Central Intelligence should imcdlately make rep- _ 
resontationa to the highest necessary aatheritier, including State, 


cca Teer te secure favorable action on the fol 


. problens¢ 


ode. The proper iumediate Amplonontation of NSC 50. 


. 2a The authorization or reauthorination of ths Director of 
'.., Central Intelligence as the executive agent of the Bat~ 
::, onal Security Council tn Intelligence matters. — 


ea Complete ravision of and additions to the ESC Intelligence ae : 


:2 Divestives and, where nesessary, NSC Directives, for the 
“ parposa of mora clearly delinenting ths authority and 


. se ks 7 goriediction of CLA, more olcarly providing for a coor- 


oe ae he Recognition of the responsibility and euthority of the 


dinated intelligence effort, and providing new authority for 


rs necessary emargency intelligence action. Thess directives 


“+ ghould be written and rewritten in evoh a way that their 
practical workability ami enforcouent is assured. So 


Jo-:, Bireator of Central Intelliconce under the provision of 
“othe Ratdonal Security Act of 1947, which provides "that 
“the Bireetor of Central Intellicence shall be responsible 
“foe protecting intelligence sources and methods from 


 anguthorised digolosure™, It is folt that this provision 9 ~~ 
_ OF the dct represents ona of the moat powerful weapons as | 


é cee Well as one of the gravest responsibilities allocated to 
“gny U.S. agensy head, and that the maxizum utilization of 


-o this showld be made for the purpose of cotablisting tn fant oe 


o ge a Cartral Intelligence Agezcy. ; 
Be Recognition and forwalisation of tha posit Be ob ihe on ees 


“* apd CIA in tha couminicationa intelligence fleld. In this a e 8 2 


-. pagerd there is considerable lozic in the position that 
| RSGID No, 9, which set up the USCIB machanisa, is in . 
aerogation of the statutorily allocated rights and powers 


“of the ICI. In any event, the USCS mechanism ia hopelessly r. a 


yasillanizeus ami ineffeotive. Teolenentatlon of this 


noe oii Siete should eitoniamae: provide for a Lee MOASUEG | 


: eG 
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of policy control and guidonee te be exerted by CIA on. 
‘the comin’ producing agencies. One of the gravest probe en 
_ lema involved at the momont is ths question ef priorities a 
and allocation of effort. In this comection you wall 0} 


fecal the detailed menorantum which you qubuitted te the OE 
DCL sone time ago, analysing the present ineffectiveness 0 6 eae 
ami Inck of productivity of the APSA agencies and pointing 


cul the desperate need for a complete overhouling of the 
oommnleationg intellicerce efforte Ons of tha firet 
‘projects whieh should be uniertoken 4s a cantralised, 
- eompletely coordinated attack fron heth the eryptanslytice =. 
“> and the operational procurement standpoint on the problem > 
: presented by high security Soviet cipher syzstens. ae 


Clarification of tha position of CIA, ard specifically oe 

, 050, vis-a-vis the Joint Chiefs of Staff, not only ab tha ae 

praesent tine but in time cf war. Thie clarification should 

“; envisage the establishment of 050 as the intellirense ara. oe 

. Of the JOS, in tine of war at least, and its proper Cooma 

_ Gination with tho JC. Among the chenges which probably... 

_o., #hould be effected lumedintely are those which world =~ 
< vesult in establishing closer relationships between O80 <4 

“ @nd the JCS in order that thers ean be « cireet furnishing: 600 0 Ue, 

°° Of nesesgary intelligence to the 00S and an inmoliste fume 0° 0: 
ol, misbing of guidance and targsts froa the JCS to O60. Bia eset) 


,  Freparation for complete wartine military integration of Zee 

> G50 In order that it can be pat inte affeet at a mouenb's 
. Retice. “hile a systes of military intagration may not be” PT sa 
.. & present necessity for other offices of Cla, 4% Ls believed 
that it is an immediate nesessity for 0S6. the implementa- ea 
tion of this proposal should provide at least the following... > 
‘basio ainimun pointst 20 


a O50, and if considered necessary CI4 as a whole, era 

-, Should have its oyn Reserve Officer system with the | 

«., pwrer to assign, promote, train, and aduinister the 
., aflicers therein. ae A Ss : . 


« 050 should have the power not only to take besie 
. Steps for the Immediate integration of present C80 
personnel into military status at any given tims, 
“~ but alee to set up a reserve of competent personel, z 

.. to be brought inte 666 during any exergenty at appro- - 
“priate ranks and agsignmonts. Specifically, in eo te 
“weorubting reserve personnel, 050 should have the 
_ wuthorliy to offer preserve comilesions. 9. =" 


& 
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“Oy The DGI shevld set up a direct, frequent, close reporbing = vee - 


 roletienchip with tha Uhite ouse, if possible with tha | 


iresident personally; Uf not, with whatever suitable assis~ Ee ee . 
tant he may designate. It fg believed that the thite Eougg . Te DO se 


_ would be receptive to such an arrangement. me 


. 20. “Avranyenents should be effected peraltting CIA to requisi< = 7 


_ tion essential personnel frou other agencione . 


“Bow to propare for the establishment of operational units 
=. 0f extended hostilities. 


Jos tingency planning ghowld ba effected. 


a Ie | Decentralization of CLA, and ensrgency and disaster con~ Ge . i ; 


EAE, ADULNISTRATIVE AND OTWER ACTION WOUSSARY SETHIN CLA, BUT ee Se 
he Ree : 237 eenmrnese eter raenrinnaenntememtoee teontnneerseennetr ma a 7 


Y ROPLSTRY to so. 


__ GIA Act of 199 to elinivate the maxtum amount of administuctive 


_., @ateil for sha purpose of supplying the moat ropid realistic aupporh. 
‘ | to tho operations of 050 and the other officas of the Agenoye Thde 9 
Would require a revieion and atreankining of regulations, procedures, 
“.) and thinking with regard to the problems premented by funds, supply, 


- 8. Avealistic intensified personnel recralting progyan should ~~ 
be instituted iomediately. Without sacrificing basic security, thia 0° |” 
“"  Showld be done in such manner that processing and clearances of RA a 

_. pervonnel ean be completed in & eaximun of thirty days. fhe FBI - . 

. should be requested to lmmodiately Lis their Limit on the mmbver eee 
‘Of personnel investigations thay will undertake for GIA and should © Ae ee oe 

“be requested to expedite these investizationg to the greatest pot 
-. @ible extent. Technical table of orgenization amd similar requirensnts ~~ 

““; should be waived to expedite recraiting of competent’ personnel, = = =. 
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"Basic planndag and such action as possible showld be taken ce 
= to serve with Theater and scbordinate commnds in the event - = me 
“There shonld be #n insdiate allocation of suffictont, ee 


properly located space te cover the present needs of CIA, 
plus the reasonadls pradictable needs tor the near futures 


ee he Immediate advantege should he taken of the powers and author | 
, itiee granted te the DCL in the Hational Security sct of 1947 and the | = 
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ee There should be an bimed? ate expansion of the appropriate 
geetions of the Inspection and Security Steff, and particularly of io 


_ tho Research Branch. This is necessary in order tot 


a ; as ‘Brredite the recruitment, processing, ard clearance 
oe of adequate Tanbers of personnel. — 


Me Provide the necessary operational support within the 
United States to O50 in the mounting ami controlling 


ef thoso operations which should ba initisted in the ~ oe | 


U.S. although thelr cbjective is abroad. 
oo a Ge Meintain the maximan standpoints of secirltyowtien 
nee will becone sore difficult with the influx of new | 
Eereconer and the strain of emergonoy sltuations. 


he ALL key positions should be staffed immodiately with the 


1") pest avallable poreomnel, regardless of the question of nomination ae woke 
Be a other agencies or other factors. pees 


ee 26. - hore ghould be an inacdiate review of at personnel aoa’ pane 

‘.. other assets of Cia with a view toward streamlining the operations — nae 

“ef the Agency and reassigning personnel and faollities here neces= 
'. gary in order to meat the present and fature excrgenctes. As a eS 


rosult of this review and reassessuent, necesssry personnel and 
facilities should derodiately be trensferred botreen offices, pare at 


: “ _, tdoulerly from other offices to Gi, and afuinistrative and start 
rae functions throughout the Agency showld be streamlined. 


oe 6. Thare should be & complete roview of the operations, funstions, . 

oo end concept of the Mivisory Council end consideration given to the 

sc. | ivmediate strengthening and expanding of the proper utilization of 
cae ae cosmnications intelligence for guidance and other purposes. 


Te Steps shovld be taken to place the agency on an onergenoy | 


4 basis ani consideration given to the present or future Institution | gs — ea 
of euch stepa as a 6-day week, regoired overtime, staggered shifts, - - ; 


cancellation of aexteried leava, availability of all key officers on. 


i @ Qehour basia through an inforuntion deak to be set up on a 2i-howr cans 
2 sce Bchetile under the oat catia Btee Loe ed 


gu Be _ ACTION SPECIFICALLY } NECESSARY RITHTMOSQ 0 en RE 7 


Le al ateps should be takon imuwdiately to plats 080 On an 


: -emsrgency basis. 111 officers shold keap themselves available on 
*.  2ehour basis by call in to the Doty officer or te an information 
ets desk ia Lad Lhe oe ander pend Chlef eee iia at serene ana 
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be draw for the action to be taken in the event of any inereased 
enorgency or disaster, including provision far emergency rendezvous, 


-  avallability of weapons, necessary supplies, etc. Consideration shouvld Ss 
be given to cancellation of extended leave, & b-day woex, nucessary = 
overtine, staggered shifta, a skeleton force on duty when. MECERSATYy 


ete. 


2. Such action as poasible should be taken to move comporente | 
of C&O, and particularly the Registry, to a new location where they 


would be lese vulnerable to the possibility of enemy bombing. gute 


_fheient equipment should be purchased smd work started immediately =. 
to microfilm the files of 50 and the Director's office for safe sto- . 


. Me - yage in an interior area. You will recall that OAD is st present draw _ 
-, ing up plans and figures for this project. ; eae ae 


. 3e AS soon as possible, wo should undertake the complete re- 
evaluation of assets, operations, procedures, and commitnents of C50 


- es the basis for a realignzent and reallocation of ow sffort. Roan~ 


ecrential operations should be stripped in favor of the priority ones. 
Gur assets in personnel should be reallocated on this basia to provide | 


: 4 waximum support to the most erltical areas in Headquarters and the Field. 2 . 


ihe ‘he Emorgency sction in Line with the suggestions sontained in .. 
Section III should be taken to completely staff 056. +11 key positions 


presently vecant should be staffed immediately. As gcon a9 posaible all 


key positions gho.ld be backsteyped with individuals capable of assusing 


them, at least temporarily, in the event of the abscace of the dasignated \ 


_ Be TID should be doubled dn space and porgommel to establish an 
«efficient Registry capable of functioning under the strain of increased...» 
|. emergency and of furnishing tne agxinum gsupport to 050 operations. = 


[°° 6, gRD should be expanded to include the inatitution of langouge 
training, perticularly in the Slavic languages; Case Officer trainings 


 gnd training of interrogators, photographers, field teaus, etc. 


- are Communications facilities should be strengthened and exvanded oe te 
4n order to provide necessary 050-controlled communications for any. 20-0 


-  reasoneble anticipated peak emergency load in any area. A progres 
 ghovuld be inetituted to provide Of0 wiun ite own pouch and courler =. 


wie geney. transportation, inéluding aircralte — ye py : 
ees . ‘Procurement and stockpiling of necessary operational supplies 


‘‘Jikely to be in critical demand in the event of continued emergency ._ “2 


ehould be bogare - oe, 


he eas : é z 


"5° ction should be inetitated to provide 030 with ite own omer 
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10. As s00n es epace can be allocated, 4 special sntallipence: ee 

/ @learcd area, with full CLling of apecial intellicence material should ee 
: . be erproved ap repldly as possible, where Noner ahs oe “8 ale Pee 
special intelligence channela. 


. 12. An adequate 050 translation section, centrally edministered =. 
. Lor economy purposes, should be established and staffed to service the 
“ necessary present end future needs of 6:0. Particular azphesis sheuld °° 
_<°:. be placed.on procuring translators competent to hsodie the Slavic 
- Languages and sufficient Liberality vith regard to salaries should 

.. be exereieed te procure compatent personnel, it being noted that trans~ 

“0 Jaters theroaghly cospetant for GSO purposes are almost ispossible te 
- precure ab the salary lavels generally Senetneree by Civil Service te os te 
ee: be adequate for this type of personnel. 


one 43. Planning should start and necessary basic action be taken ze 

= 2 goon as possibile to set up a skeleton frenework for operational teaus Rene 
va + at Theater’ and lower lovele, for SCI teams, interrogation teams, and teams 
fe ee Randle cep tured docuscnte ain the event of extended militery action. 


die Ake Functional fies and indices, adaptable to counterespionage eh Poe oe 
Har foo type use, should be = a on ald Soviet Bs d aaa cick Poe ge, 
:. Ante tet eenes services. aa ea & 


Pol Bb a Preparation of Sette, arrest ‘and wanted i lists of doyle 
and satellite telligenca salah ties and -idbeeoeild Communist pervoneli~ et 
“thee should be instituted. ge re GE a ae 


beeen fe 8 16. In addition to the action seen in process regarding ey 
-- behind agent nete, responsibility should be allocated for scien 
Seite: Renin. and action vo provide for 


- Coordinated ‘evaccation of our een LC eiseneks inelusing 
' designation of the personne] and cect that ars to: 
attenpt te etay in pleco; ck 


“Special agent teess to be dropped, landed, or othervise © 
oe nee in | roa? most Likely te be hoiiene: ee 
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ss @, Fall-back bases Later to te established as forward ie os 
tage ‘panos in perbinent areas. it is believed that first 95x1A re 

conaideration should be given to ald S8@, 

to which our own personnel and the parsonnel of aporo~ 

priate foraign intelligence services can initially 

fell beck and which, if tho situation peralts, can 

‘lstor be used as a forsard base for controlling operae _ 


be civen also to immediate preparation for such bases 
in otner ardase 1%, nS 


ae 17. Age scon as practicabla, a revision and tightening of adninis- 
trative procedures and controls to permit the effective, orderly function» 
ing of O50 in the face of emerzency strains and etresses, plus the ac-— Z 


”  Gelerated influx of new personel. mong the pointe to be considered 


- are tha establishment of a functioning ixecutive Conference, composed 

’ of Division und Staff Chiefs, operating directly. under the ADSQ or NADSO; 
the preparation of manuals of instructions, regulations and procedures, 
- gore rigid controls end croeschecks, including an internal inspection. 
“procedure and. increased administrative and procedural training of por= 


“ gonnel.e 


18. As soon es practicable, a responsible Headquarters representa - ae 


cae tive or representatives should, after full discussion and decision as to- 


= the exact position of 0S0 and GlAs Giscuss with the responsible heads of - oS . 


- major foreign intelligence services with wuoa Kea conduct liaison the- 


ew aet franework of commitments and collaboration between 050 end these. ” 


Lo): diwiston officers 
and eottones 


“gervices in the face of the present and ineviteble future emergencies. — Ba 


We RECOMMENDED ACTION 
: Re That you consider the above proposals, note your concurrence: oo 
> or disagreement with them, aud discuss thove which you consider neces 
.. sary with: the DCI for his decision. ee eae ee BARR on U2 oat 


‘ions in tne [L_—*dé@reae «Consideration should © - rie 


9, that the proposals outlined sbove with waich you coneur then 


fe be assigned on an ad hoc basis to the best qualified available staff a : 
lete md iniediate detailed proposals © Yoo 
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